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Preface

ABOUT MOPAN

The Multilateral Organisation Performance Assessment Network (MOPAN) comprises 21 countries* that share acommon
interest in assessing the performance of the major multilateral organisations they fund. A MOPAN assessment report
seeks to provide a diagnostic assessment, or snapshot, of an organisation and tell the story of an organisation’s current
performance, within its mandate. It is conducted through a rigorous process and takes a collaborative approach to
ensure that the findings resonate with the organisation and its stakeholders. It draws on multiple lines of evidence
(documentary, survey, and interviews) from sources within and outside an organisation to validate and triangulate
findings set against a standard indicator framework that was developed based on international best practice.
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The following Operating Principles guide the implementation of MOPAN assessments, and MOPAN’s Methodology
Manual describes how these principles are realised.

Operating principles

MOPAN will generate credible, fair and accurate assessments through:
implementing an impartial, systematic and rigorous approach
balancing breadth with depth, adopting an appropriate balance between coverage and depth of information
prioritising quality of information over quantity
adopting a systematic approach, including the use of structured tools for enquiry/analysis
providing transparency, generating an “audit trail” of findings
being efficient, building layers of data, seeking to reduce burdens on organisations
ensuring utility, building organisational learning through an iterative process and accessible reporting

being incisive, through a focused methodology, which provides concise reporting to tell the story of an
organisation’s current performance

Applying these principles, MOPAN generates, collects, analyses and presents relevant and credible information on
organisational and development effectiveness. This knowledge base is intended to contribute to organisational
learning within and among the organisations, their direct clients and partners, and other stakeholders. Network
members use the reports for their own accountability needs and as a source of input for strategic decision-making.

Note that the assessment report is structure to present a high-level overview of findings across the body of the text
(in Chapters 2 and 3), and that more detailed analysis underlying each score, as well as full referencing, is available in
Annex A.
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UNOPS Performance at-a-glance

The 2020 MOPAN assessment of UNOPS is the first of this organisation. The assessment covers the period 2017-2020.

UNOPS is unique in the UN system in many ways, in particular through its non-programmatic, self-financed business
model and its mandate to be a central resource in the UN system for procurement and infrastructure, including for
relevant capacity development activities. As a service provider UNOPS implements projects on behalf of others,
supporting partners’ efforts and goals.

Focusing on the value it provides to partners, UNOPS articulates its ‘value proposition’ through three contribution
goals and four management goals. UNOPS has developed strong metrics and business intelligence to monitor
demand for delivery of its services.

Effectiveness of delivery in UNOPS is supported by application of systematic management approaches and UNOPS
is certified and regularly assessed and accredited by the European Foundation for Quality Management (EFQM). This
has contributed to a perception, internally and by partners, that UNOPS adopts a business model that combines UN
values and private sector characteristics.

UNOPS’ business model is demand driven and firmly project-based and not linked to a programmatic mandate. This
enables UNOPS to work with a variety of partners in many sectors and countries, including in some of the world’s most
challenging contexts.

Working for a fee, UNOPS does not receive any assessed or voluntary contributions. Because of its demand driven and
self-financing business model, UNOPS, more than any other UN agency, needs to prove its value and effectiveness,
and demonstrate its comparative and collaborative advantages, which it does based on detailed analysis of context,
partner agencies and alternative providers of services.

UNOPS derives a number of advantages and strengths from its unique business model. However, whilst they contribute
to its performance, these also present some inherent trade-offs that UNOPS has to consider.

UNOPS’ key strengths are:

UNOPS is defined by a culture of innovation and a solutions-focussed approach, providing a solid
foundation for further growth, consistent with its strategic direction.

Managing and mitigating risk is fundamental for UNOPS; to manage such risks UNOPS has built robust
enterprise risk management and internal control frameworks, aligned to an overarching governance, risk,
and compliance framework.

UNOPS is not constrained by a programmatic mandate, nor by earmarked funding; it thus, has the
possibility to engage where it has strong comparative or collaborative advantage.

The demand driven organisational structure and operating model gives UNOPS agility, flexibility,
and responsiveness; UNOPS is able to rapidly resize and reorient organisational structures including
its geographical footprint. This was evident for example in the efforts and initiatives that UNOPS has
undertaken in response to the COVID-19 pandemic.
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Decentralised decision-making and the application of systematic management practices and recognised
international standards have contributed to UNOPS' reputation for excellence in project implementation.
This is an area of permanent focus and one of the pillars for its growth ambitions, together with the
continuous adaptation of the type and scope of services provided.

The assessment also points to challenges and areas of trade off. As UNOPS is engaging in a new strategic cycle,
these deserve particular attention:

Its non-programmatic, cross-cutting operational mandate provides a large degree of flexibility but

also implies a dependence on generating business in a way no other UN organisation has. This can be

a challenge and carries several risks (for example financial risk of not meeting net-revenue targets, or
operational risk from certain types of projects). Its wide scope for engagement also obliges UNOPS to be
critically conscious of how it selects and prioritises projects and partners, to remain consistent with its
Strategic Plan and its UN mandate and commitments.

The lean and flexible structure, with physical country presence contingent on demand for its services,

is one of UNOPS'strengths. However, it also presents some degree of trade-off with continuity and ability
to engage systematically, for example, in UN Country Teams, or to develop and engage in new
partnerships.

The assessment also notes a number of areas where it is considered there is room for improvement or
consideration for UNOPS in terms of better transparency, clarity, or accountability:

A fundamental aspect of business excellence (the EFQM' model) is continuous learning and improvement,
and the integration of feedback loops and sharing of lessons learnt is a welcome area where UNOPS has
announced its intention to intensify efforts.

Development results in UNOPS are formally reported in output terms. UNOPS has announced an intention
to better track “direct and indirect contributions’, and a better consistency in the usage of definitions
between UNOPS results terminology and that applied by peers and partners would help clarify the nature
and scope of these contributions.

Given its commitment to UN values and global commitments such as Sustainable Development Goals
(SD@Gs), reporting on and integrating concerns related to gender mainstreaming, environment, and
human rights is emerging as an area for improvement.

Whilst UNOPS knowledge management system is maturing and improving, two issues are signalled

for further consideration: i) the balance between attention to systems for sharing of lessons from
implementation versus systems for data analytics by demand, especially given the ambition to evolve

the service lines and solutions offered which need to be informed by lessons learnt, and ii) introducing a
certain degree of post project assessment work on the contribution of the outputs to the partner’s broader
objectives would strengthen the credibility of the self-reported results and by implication the accountability
to stakeholders.

1 European Foundation for Quality Management
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Looking ahead at UNOPS'future trajectory, demand for its services is strong and so is its delivery capacity, as evidenced
by the excellent performance in operational management described in Figure 1. With a number of new initiatives,
UNOPS is broadening both the size and depth of its engagements, working increasingly as a strategic implementing
partner and through early engagement with partners higher up in the decision-making process opening up for new
opportunities. UNOPS will need to closely monitor whether this growth is fully aligned with its strategic plan and
financial viability and robustness. As is evident from the assessment in Figure 1, UNOPS overall has a clear and robust
architecture and financial framework to help guide its future grow path. Ongoing improvement in the evidence-based
nature of its management practices for example in the form of better clarity on the value it adds in these new markets,
and how it addresses cross-cutting issues in its projects, bolstered by metrics and evaluative evidence or reviews of
results and lessons learnt, would further strengthen this. Likewise, building further on the virtual engagements at
country level that has been a result of the COVID-19 pandemic should strengthen UNOPS collaborative engagement
with development partners; engagement in UN country teams, and generally in UNDS reform. With this in place,
UNOPS could be in a strong position to further flex and evolve its service lines to meet ever changing demand and
maintain its quite unique position in the development architecture.
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FIGURE 1: UNOPS’' PERFORMANCE RATING SUMMARY
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FIGURE 2: UNOPS’ PERFORMANCE RATING SUMMARY (previous rating scale)
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MOPAN AND UNOPS TERMINOLOGY

The UNOPS-MOPAN“glossary”in Table 1 (overleaf) presents some concepts and terminology to help readers better see
the United Nations Office for Project Services (UNOPS) through the Multilateral Organisation Performance Assessment
Network (MOPAN) lens. A detailed explanation of how the MOPAN framework has been adjusted to capture UNOPS'
specificity is provided in section 4.

Within the MOPAN methodology, programme-based organisations are assumed to have country or regional strategies
at the core of their planning. The equivalent for UNOPS, being self-financed and dependent on developing a portfolio
of projects, is to operate with country and regional business plans. These are central to the strategic planning process.

MOPAN considers how a Multilateral Organisation (MO) disburses funds for a project as a proxy indication of the speed
and effectiveness with which an MO implements projects. As UNOPS implements projects on behalf of partners, it uses
the term delivery rather than disbursement. Delivery or delivery volume is defined by UNOPS as project expenditure,
excluding fees.?

Where the MOPAN framework generally refers to interventions, because UNOPS is project-based, the equivalent term
is projects.

The MOPAN methodology generally assumes that MOs conduct annual programming exercises to decide on allocation
of resources. UNOPS, as a service provider, manages engagement and portfolios of projects which form the basis for
the budgeting process.

Likewise, the MOPAN methodology assumes that most MOs are dependent on resources from donors and thus are
geared to mobilising such resources. UNOPS, however, is self-financed and receives funds only through agreeing to
specific engagements and projects with partners who then pay for UNOPS services. A comparable element to resource
mobilisation to assess for UNOPS is business development - its engagement with partners - as this is the backbone that
generates resources.

The MOPAN methodology uses ‘staff’to refer to individuals who work for the MO, regardless of contract type. As staffis
a specific contract type within UNOPS, the general term personnel is used instead. Personnel positions may be of two
types: (a) staff member posts under the United Nations Staff Regulations and Rules; and, (b) any other position, such
as Individual Contractor Agreements, Internship Agreements, and Volunteer Agreements.?

Table 1: Glossary of terms

MOPAN terminology UNOPS terminology

Country/regional strategies

Country/regional business plans

Disbursement Delivery (project expenditure excl. fee)

Intervention

Project implemented on behalf of a partner

Programming

Engagement

Resource mobilisation Business development

Staff Personnel

2 UNOPS management results and budget framework 2015 (DP/OPS/2015/5), Annex II. Terminology

3 Operational Instruction, Personnel Management Framework, 2017, p5
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1.1. INTRODUCING UNOPS

In its own words, the United Nations Office for Project Services (UNOPS) is “focused on helping to improve people’s
lives in a practical sense — supporting partners’ efforts to bring peace and security, humanitarian and development
solutions to some of the world’s most challenging environments.”

UNOPS commenced operations as a separate and identifiable entity in 1995 and is today classified as an‘other entity”,
and a fully-fledged member of the United Nations Development System (UNDS). UNOPS' mandate, funding, and
modus operandi have evolved since its establishment,® and set it apart from other members of the UNDS. Its mission
and mandate, governance arrangements, organisational structure, and financing are outlined in this section. Special
emphasis is put of the following characteristics: UNOPS is a service provider — a central resource in the United Nations
(UN) system for procurement and infrastructure - it is non-programmatic and project-based, and is demand driven
and self-financed. The main implications of these characteristics that distinguish UNOPS from other UN agencies are
described below.

Mission and mandate
UNOPS operates under the stated mission: “to help people build better lives and countries achieve peace and

sustainable development.”” UNOPS’ mandate is as a service provider.

Box 1: UNOPS’ mission and mandate

“We are focused on implementation, committed to UN values and private sector efficiency, and are the only part
of the UN not receiving core funding from taxpayers. Our services cover infrastructure, project management,
procurement, financial management and human resources. Our partners call on us to supplement their own
capacities, improve speed, reduce risks, boost cost-effectiveness and increase quality.”

The 2018-2021 Strategic Plan further elaborates this stating that UNOPS'focus is on “implementation for impact”and
sets out that UNOPS’ ambition is “to become a known and recognised resource providing collaborative advantages
that expand implementation capacity for Governments, the United Nations, and other partners, in support of the
Secretary-General and the 2030 Agenda for Sustainable Development.” This is key to understanding the nature of
UNOPS’ operations and its service provider mandate: it implements and supports projects on behalf of other entities
and aims to do this as efficiently and effectively as possible. UNOPS, thus, does not have projects or programmes of its
own, but responds to demand from partners and, being self-financed, is dependent on such demand for its continued
viability.

UNOPS has two different types of goals. Three contribution goals express the overall value proposition for UNOPS'
services:

1. Enable partners to do more with less through efficient management support services, delivered locally or as
global shared services;

4 https://www.unops.org/news-and-stories/news/unops-marks-25-years-of-supporting-sustainable-development
5 Rather than fund, programme or specialised agency

6 The legislative basis for UNOPS has been firmly established through a number of resolutions and decisions, including General Assembly resolution 65/176, and
Executive Board decisions 2009/25, 2010/21, 2013/23, 2015/12,2016/12,2016/19 and 2017/16.

7 The UNOPS Strategic Plan, 2018-2021, p8
8 https://www.unops.org/about
9 The UNOPS Strategic Plan 2018-2021, p1
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2. Help people achieve individual, local, national and global objectives, through effective specialised technical
expertise grounded in international norms and standards; and

3. Support countries in expanding the pool and effect of resources available to achieve the 2030 Agenda.

In addition, four management goals, associated with UNOPS’ excellence agenda, guide its internal management
reform and innovation agenda. The management goals form the core of UNOPS'‘balanced scorecard’ management
tool:

1. Partner value: Deliver innovative services and solutions contributing value recognised by partners and in
accordance with international standards and recognised best practice;

2. People excellence: Empower people to perform at consistently high standards in a culture conducive to
principled performance, making UNOPS an employer of choice, attracting and retaining a talented workforce;

3. Process excellence: Drive measurable improvement of quality, efficiency and reliability of operations through
simplification and innovation of processes, based on clear standards and delegated authority enabled through
information technology; and

4. Financial stewardship: Safeguard the demand driven, self-financed business model and ability to invest in
innovation for the benefit of governments, the United Nations and other partners, and the people they serve.

Results in UNOPS can thus be considered at two levels, the operational results linked to the contribution goals and the
organisational results linked to the management goals.

For its contribution goals, and in contrast to many other UN entities, UNOPS' reports its results in terms of outputs
delivered rather than development outcomes achieved. UNOPS explains this by reference to its mandate: as a service
provider UNOPS delivers its development results through partners who are ultimately accountable for outcomes and
impact, whereas UNOPS is accountable for outputs, as these can be attributed directly to UNOPS. UNOPS’ results-
based reporting approach was agreed in the context of the Strategic Plan 2014-2017'° and confirmed as follows in the
2020 annual report of the Executive Director:

Box 2: Basis for UNOPS' results measurement and reporting

“UNOPS approach to results-based management, including its role in the results chain, is described in Annex Il of
the UNOPS Strategic Plan 2018-2021 (DP/OPS/2017/5-Annexes). Noting that UNOPS contributes to programme
outcomes in partnership with other entities, achievements in the Annual report are measured and reported at
the output level"

UNOPS reports on performance against its contribution goals, balanced scorecard, and on output delivered, in the
annual report of the Executive Director. This report is prepared to Global Reporting Initiative standards, with the
Global Reporting Index (GRI) Content Index provided as an annex.

10 UNOPS results methodology, Annex IV to the UNOPS Strategic Plan, 2014-2017 (DP/OPS/2013/3- Annexes)
11 Annual Report of the Executive Director 2020, Annex ll, Results-based reporting, p1
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UNOPS also reported in its Mid-Term Review of the 2018-2021 Strategic Plan'? the correlation between UNOPS
engagement and activity and global development issues: a measure of relevance and potential contribution to
changes in people’s lives. UNOPS intends, according to the latest strategic plan, to provide more granular results
information, to provide a differentiated account, increasing the transparency of the value it contributes to different
parts of the‘overall value chain! In communicating the value it adds, UNOPS also has a stated ambition to more clearly
delineate between ‘indirect’ and ‘direct’ contributions to partners’implementation capacity, as per Box 3, below.™

Box 3: UNOPS' position in the results chain

Contributions to sustainable outcomes

UNOPS sees itself as delivering contributions to sustainable outcomes, measured by “what UNOPS leaves
behind once the project has been handed over."'* UNOPS contributes to partners’ outcomes through its products
and services, which are delivered based on partner demand™. “By producing project outputs, UNOPS projects
contribute directly to various outcomes and indirectly to impacts at various levels of the results chain of an
operational context'®

“Outputs are the products and services of the three UNOPS delivery practices and are defined as the
products and services delivered through transactional, implementation or advisory services.”"”

“Outcomes are the country- and partner-owned results to which UNOPS contributes and is defined as the
short- and medium-term effects of the outputs of an intervention.”'®

UNOPS defines impact as “Positive and negative long-term effects on identifiable population produced by a

development intervention, directly or indirectly, intended or unintended."

Results chain

UNOPS' position in the results chain

Inputs & activities Outputs UNOPS contributions Outcomes Goals and impacts
(UNOPS organisational (UNOPS delivery of to sustainable (Country/partner (Development
effecticeness) products & services) outcomes owned results) objectives)
Management goals Products & services Contribution goals - UNDAFs - MDGs
— UN programmes —-SDGs
Recognised value Transactional Sustainable project _ Natir:)nagl
. TGS development plans
Process excellence Implementation
Sustainable
Financial stewardship Advisory infrastructure
People excellence Sustainable
procurement

UNOPS Strategic Plan 2014-17, Annex IV, p24.

12
13
14
15
16
17
18
19

Midterm Review of the UNOPS Strategic Plan, 2018-2021, 2020, pp.6-7.
The UNOPS Strategic Plan, 2018-2021.

UNOPS Strategic Plan 2014-17, Annex IV, p28.

Ibid, p.23.

Project Management Manual, Pt. |, p74

UNOPS Strategic Plan 2014-17, Annex IV, p23.

Ibid, p22.

Ibid, p28.
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UNOPS’ reporting of output is facilitated by the introduction of a supportive IT structure: oneUNOPS Projects, within
which project managers are required to plan and report on completed outputs (but not outcomes or impacts), with
project expenses attributed in accordance with output-based budgeting.

At the core of measuring the efficiency and effectiveness of UNOPS delivery are UNOPS’ management goals which
are reported through a management results framework reflecting UNOPS' balanced scorecard of 47 performance
indicators and targets aimed at measuring and reporting on performance and achievements for the biennium
under the four categories: partners, people, process, and finance. Each management goal is underpinned by three
drivers,® operationalised through 56 initiatives, set out in the Strategic Plan.”' For 2019, an overview of the results
against performance indicators, compared to a baseline of 2017, is presented in the annex to the annual report of the
Executive Director and also reported as part of the budget estimates for the biennium 2018-2019.

Governance arrangements

In 2010 UNOPS was formally included in the Executive Board of the United Nations Development Programme (UNDP)
and United Nations Population Fund (UNFPA). The Board consists of thirty-six member states elected by the Economic
and Social Council (ECOSOC), who provide intergovernmental support and supervision?? to UNDP, UNFPA, and
UNOPS. The current Executive Director was appointed in 2014 and a new, reduced and streamlined leadership team
was introduced in 2019.

In early 2016, the UNOPS Executive Director was also formally admitted as a full and equal member of the Chief
Executives Board, and now reports to both the Secretary-General and the Executive Board.

UNOPS governance arrangements are well documented and clearly set out.® The arrangements are based on UNOPS'
Governance, Risk and Compliance (GRC) framework’s stated principled performance approach, to help the organisation
reliably achieve its objectives, address uncertainty, and act with integrity. Four overarching organisational principles
are applied?, with the governance model organised around five ‘blocks’to ensure duties and powers are transparently
segregated at all levels of the organisation: (i) External Oversight; (ii) Executive Office Oversight; (iii) Operations
Management; (iv) Risk, Compliance and Financial Controllership; and (v) Assurance.

External governance is established through Member States’ resolutions and decisions, including accountability to the
Secretary-General.

Internal governance concerns the totality of rules, processes and practices that direct and control UNOPS, involving
the interplay of organisational culture, structure and policy: how decisions are made, performance ensured, risks
managed, and compliance assured at all levels of the organisation. UNOPS has reviewed its internal governance
structure and strengthened its risk management for acceptance and assurance of projects. To simplify and empower

20 The drivers of partner value are: (a) manage partner value; (b) partner for knowledge and effect; and (c) communicate contribution of value. The drivers of people
excellence are: (a) embrace a culture founded in United Nations values and principles; (b) attract, recognise and develop talent; and (c) reinforce leadership. The
drivers of process excellence are: (a) manage efficiency and consistency; (b) benchmark performance; and (c) innovate services and delivery platform. The drivers
for financial stewardship are: (a) manage growth and delivery; (b) attribute costs to value; and (c) invest in knowledge and innovation.

21 The UNOPS Strategic Plan, 2018-2021, Annex lII.

22 https://www.unops.org/about/governance/executive-board

23 Organisational Principles and Governance Model, Executive Office Directive, Ref. EOD.ED.2017.02

24 Organisational Principles: i) The oversight, management, controllership and assurance of UNOPS activities shall be segregated to prevent the risk of conflicts,
errors and fraud and to ensure the efficiency and quality of such activities; i) Authority shall be delegated to the most appropriate level and shall come with
accountability; iii) UNOPS activities shall be managed by exception, that is, that issues and opportunities shall be managed and elevated and/or reported through
UNOPS management in accordance with UNOPS framework, in particular UNOPS delegation of authority framework, and/or as may be required; iv) UNOPS activi-
ties shall be carried out on the basis of risk-informed decisions, with risks being re-assessed continuously throughout the implementation of UNOPS activities and
in line with UNOPS risk appetite at the operational and global levels.


https://www.unops.org/about/governance/executive-board

20 - MOPAN ASSESSMENT REPORT - UNOPS

its operations, it is adjusting its internal structures and reducing the number and volume of internal policies, whilst
ensuring that its processes are aligned and supported by readily available, up-to-date guidance.”

UNOPS has three main forums for institutional co-ordination: (a) the Senior Leadership Team, which meets bi-weekly,
to advise on short-term operational and strategic issues; (b) the Corporate Operations Group, which meets monthly,
to advise on strategic issues for the medium and longer-term; and (c) a larger global leadership meeting that is
convened annually to develop collective means to operationalise medium- and longer-term strategic priorities.

Organisational structure

Where many UN agencies and Multilateral Development Banks are organised around a matrix structure, UNOPS
is structured according to two organisational entity types: functional and geographic. Figure 3 on page XX shows
UNOPS’ organisational chart, with functional entities shown in blue and geographic in green. The Senior Leadership
Team has seven members, including the Executive Director, and six senior directors with responsibilities for core
areas of UNOPS activities.?® The Director of Regional Portfolios holds responsibility for Regional and Country level
engagement and partnerships.

From a functional perspective, UNOPS' organisational structure is developed to support its business development
and service delivery to partners through various dedicated Headquarter-level (HQ) units, organised in four business
clusters. A global shared services centre facilitates the provision of internal support services (on a cost-recovery basis)
to the entities comprising the geographic functions and otherwise.”

Regarding geographic functions, UNOPS has refined its global organisational structure in recent years with global
portfolio of projects organised in geographical regions that manage country and multi-country offices, and country
or local project offices. All global projects are organised in service clusters embedded within one structure.

Because of its demand driven model, unlike many other multilateral organisations (MOs) who generally have a stable
country and regional presence, the scope and location of UNOPS' geographic presence is dynamic and expands and
contracts with the demand for its services. Thus, UNOPS only has a country or regional presence where it has projects,
and once projects close and the size and scope of the portfolio diminishes, the size and scope of the country presence
is aligned and resized, based on a set of transparent criteria. As a result, UNOPS country presence in a particular
country may be significant for a period of time, but then diminish or disappear when projects close.

Finances and operations

UNOPS’ business model is that of a demand driven and self-financed UN organisation: rather than receiving assessed
contributions, it provides services in exchange for a fee. As a project-based organisation and in the absence of regular
contributions, the UNOPS governance structure and management activities needed to support the achievement of
its strategic goals are funded through fees recovered as revenue from project services provided to UNOPS' partners.
UNOPS is thus, entirely self-financed® and UNOPS' business model is fee-based for delivery of services in response to
demand.

UNOPS operates on a full cost-recovery model, (Figure 4) where each project covers all costs incurred. Some costs are
charged as absolute amounts and others as a percentage of project costs. Figure 4 presents both the expenditure
and the revenue side of a UNOPS project; the costs in Figure 4 identified as client project related expenditures are

25 UNOPS Strategic Plan 2018-2021, para. 97.

26 These are the Director of Implementation Practices and Standards, the CFO and Director of Administration, the Director of Regional Portfolios, General Council,
the Director of Communications, and the Chief Executive of the UNOPS Sustainable Infrastructure Impact Investment Initiative (S3i).

27 The UNOPS Strategic Plan, 2018-2021. Annexes.
28 UNOPS Net Assets, 2020
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Box 4: Financial definitions?®

UNOPS applies the following definitions (see also Figure 4):

Direct costs are defined as costs incurred for the benefit of a particular project or client(s). Such costs are
readily identifiable as having direct benefit for a particular project or client(s) and can be clearly documented.
Direct costs are not covered by the management fee.

Indirect costs are incurred by the management and administration of the organisation in furtherance of
UNOPS activities and policies. Such costs are charged to projects through a management fee specified in the
project agreement.

Managementfeeisthe sum payable to UNOPSinaddition todirect costsforthe implementation ofanengagement.*®

equivalent to “delivery’, (see glossary: delivery is equivalent to project expenditure excluding fees). Demand, on the
other hand, is equivalent to the resources generated through cost recovery (delivery plus management fee).

The management fee, which currently averages 4.4%,%' covers UNOPS indirect costs, including those associated with
the development, negotiation, conclusion, and implementation of the engagement agreement. The management fee
is decided based on a pricing calculation, which takes account of a number of cost drivers including risk and varies
from project to project.??

Financial regulations stipulate that the budget shall cover anticipated revenue and intended costs, and as a result
UNOPS plans for a net revenue target of zero or higher every year. UNOPS does not have the possibility of accessing
credit or reallocating funds between projects; it must act within the boundaries of its contractual obligations as a
project service provider.

Because UNOPS is demand driven and not programmatic, it does not programme or mobilise resources quite as
other MOs do. It does however, through its business development, engage with a variety of partners to identity and
develop opportunities for working together, much as multilateral peers would do through resource mobilisation
efforts. Furthermore, through the engagement acceptance process, it prioritises and drives the focus of its activities
aligned to its strategic plan and consistent with the Chief Executives Board principles for collaboration, much as its
peers do through their programming processes.

Demand for UNOPS services and solutions comes from a wide array of partners and continues to evolve over time.
A decade ago, in 2010-2012, just under half (47%) of UNOPS services was to UN agencies and 43% to governments.
By 2020 however, demand from UN agencies (excluding the World Bank, which is categorised as “other”) had fallen
to 27% against 14% from Organisation for Economic Co-operation and Development/Development Assistance
Committee (OECD/DAC) partners and 20% from non-OECD/DAC countries. The largest share — 40 % — was for “Other
partners” which included the World Bank and the EU inter alia.*®* Among UN agencies, the UN Secretariat and UNHCR
have remained priority partners over the last biennium and among other agencies World Bank and GFATM have been
stable and significant partners. Among OECD countries, United Kingdom and United States have been the most

29 UNOPS management results and budget framework 2015, Annex Il. Terminology
30 OD Value Proposition and Cost Recovery Model, 2018

31 Financial Report and Audited Financial Statements

32 The management fee (currently 4.4%) is externally benchmarked at 8%.

33 Quarterly Business Review, 2020 Q2. Preliminary financial performance data as of 06 Jul 2020
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Figure 3: SIMPLIFIED UNOPS
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Figure 4: UNOPS’ COST RECOVERY MODEL>*
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Figure 5: DELIVERY BY TYPE OF PARTNER, 2018-2020
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34 Adapted from: JIU, Review of management and administration in the United Nations Office for Project Services (UNOPS); 2018
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significant partners, and three Latin American countries topped the non-OECD list, namely Mexico, Guatemala and
Argentina. Because of UNOPS’ project-based business model and the large size of some projects, annual variation can
sometimes be explained by the delivery of a single new, major project.

In 2018-2019, UNOPS delivered solutions and services worth USD 2.3 billion across over 80 countries,*> with 57% of
delivery in least developed countries, landlocked developing countries, small island developing states, and other
countries in fragile situations. Annual UNOPS activity level in countries in fragile situations also exceeded USD 1 billion
for the first time in 2019. In parallel, UNOPS saw a doubling of demand for services and technical expertise in middle-
income countries.>

From UNOPS troubled financial past, facing insolvency during the early 2000s, its finances are now significantly
improved, and through “strengthened internal controls and a more conservative risk management approach”* it
has built net assets in excess of USD 250 million. To safeguard its unique business model, UNOPS relies on its low
operational surplus margin and net finance income - the main building blocks of its net assets - to ensure its financial
viability. Level of reserves and net assets are thus key issues given the organisations’ risk profile and are closely
monitored by the Executive Board. UNOPS recently commissioned a desk review of net assets and reserves of sister
UN agencies and there is an ongoing discussion with the Executive Board to review the minimum operational reserve
formula established by the Executive Board in 2013. The minimum operational reserve was USD 21 million as of end
2019%, and it was estimated that for the biennium 2020-2021, the opening and closing balances of the operational
reserve would amount to USD 192.9 million®.

In addition to its core portfolio, UNOPS is currently piloting an impact investment initiative, S31,*° whereby it will invest
a proportion of its funding reserves into sustainable infrastructure projects in developing and emerging economies,
with a reinvestment of returns through the S3I. The initiative is operational on a pilot basis and the financial implications
of investing funding reserves are monitored closely by the Executive Board.

Box 5: S3i: Sustainable Infrastructure Impact Investments

The objective of the S3I programme is to develop a progressive network of knowledge-sharing platforms by
forging new partnerships and by establishing Global Innovation Centres, benefiting countries and people in need.

Through this pilot initiative, funded from UNOPS own funds, UNOPS plays the role of both investor and
service provider. The initiative has been established in recognition of UNOPS expertise and the global need for
infrastructure investments, and the social, environmental and financial impact such infrastructure can have. Any
revenue generated through this initiative will be reinvested into future projects.*!

In 2018, UNOPS made its first investment under the social impact investment initiative to drive progress towards
the Sustainable Development Goals. By May 2019, UNOPS had deployed USD 38.8 million of its reserves to ‘S3I’
projects, mainly as investments in infrastructure for renewable energy and affordable housing, and had committed
a further USD 20 million).*?

35 Only by bringing everyone to the table can we address everyone’s needs, 2019

36 Midterm review of the UNOPS Strategic Plan, 2018-2021

37 UNOPS Net Assets, 2020

38 UNOPS Net Assets, 2020

39 United Nations Office for Project Services budget estimates for the biennium 2020-2021

40  https://www.unops.org/about/investing-for-impact

41 S3iSustainable Infrastructure Impact Investments. https://content.unops.org/publications/S3I-booklet_EN.pdf?mtime=20201127102957
42 United Nations Office for Project Services budget estimates for the biennium 2020-2021, 2019
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UNOPS’ has developed specific expertise and services in five “service lines”: infrastructure, procurement, project
management, human resources, financial management, and other management services. Services and solutions
proposed are flexible and modular; they can be deployed as self-standing or integrated service offerings. Table 2
shows the balance of delivery (defined as project expenditure excluding fees), between each of the service lines in
the calendar years 2019 and 2018.%

Table 2: Balance of delivery between UNOPS'’ service lines, 2018-19

Percentage of total delivery 2019 Percentage of total delivery 2018

Infrastructure 17 17
Procurement 38 35
Project management 11 4
Human resources 12 16
Financial management 24 27

Services provided under these lines can be further categorised into three service types:

a) Transactional services are generic support services often pertaining to activities related to human resources,
procurement and financial management, whether produced and delivered locally, as global shared services or
through secretariat services for international initiatives.

b) Advisory services comprise the provision of specialised expertise to partners in conducting their operations and
projects.

c) Implementation services comprise project management on behalf of partners designed in response to their
needs in pursuit of benefits in the form of an expected output. They include design, construction, contract
management of physical infrastructure, civil works, etc. Implementation services often involve a blend of
transactional and advisory services tailored to partner needs and the context.

Within the demand driven implementation mandate, the Strategic Plan underlines that UNOPS can make direct and
indirect contributions towards achievement of all the Sustainable Development Goals (SDGs), depending on demand,
but note that goals 9 and 17 are the areas showing the highest demand for its services.

Measures used by UNOPS to focus its engagement and collaboration at the country level may include development
of country partnership plans to:

Align UNOPS in-country activities behind national needs, priorities and plans, considering the priorities of
donors and international financial institutions;

Target the operationalisation and resourcing of the UNOPS in-country value proposition towards areas and
approaches where expansion of implementation capacity can have the greatest impact; and

Serve as a platform for engagement and collaboration with other in-country stakeholders, including United
Nations system partners and the private sector.

43 Annual Report of the Executive Director 2020, p.4 and Annual Report of the Executive Director 2019, p.4
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Being non-programmatic, UNOPS does not have a single area of thematic expertise. Rather, the competencies of
UNOPS’ personnel mirror its mandate and service lines. Given UNOPS' service lines, it has two main categories of
personnel, UNOPS personnel and partner personnel administered by UNOPS, primarily under the service line
“human resources.” Partner personnel on UNOPS contracts amounted to 7 763 individuals as of 31 December 2019%,
significantly more than UNOPS personnel who amounted to 4765 on 31 December 2019, and 4 879 by end of Q2 in
2020.%

1.2. SITUATIONAL ANALYSIS

Organisational and governance reforms have accompanied the evolution of UNOPS since its establishment in the
mid-nineties. A major restructuring exercise from 2006 onwards intending to increase efficiency, transparency, and
effectiveness saw the strengthening of financial and management controls, inter alia. These reforms were recognised
by the General Assembly and have confirmed UNOPS'role as a central resource in the UN system.* December 2010
marked the final major milestone in the journey of UNOPS to its current guise, with the formal inclusion of UNOPS in
the Executive Board of UNDP/UNFPA.*

Upon taking up her position in 2014, the current Executive Director introduced further reforms. Over the MOPAN
assessment period of 2017-2020, UNOPS has implemented multiple new improvements and change initiatives, whilst
also deepening existing ones. Of these, the following key reforms are highlighted, as particularly significant and of
importance for UNOPS' present performance and future trajectory:

Deepening of the use of international standards of accreditation through application of the European

Foundation for Quality Management (EFQM) and PRINCE2 models and certification to ISO Management System

standards.

New UNOPS corporate structure, including new Senior Leadership Team

Introduction of Implementation Standards Management Framework (2018-21)

Development and implementation of Knowledge Management Strategy (2018)

Upgrade of IT systems, including a shift to G-Suite and the development of a Treasury Management System

The strengthening and digitising of its Enterprise Risk Management
With the ambition to simplify and empower its operations, UNOPS is adjusting its internal structures and reducing the
quantity of internal policies, whilst ensuring that processes are aligned and supported by readily available, up-to-date,
guidance. Indeed, within the first years of the tenure of the Executive Director, many of UNOPS' operating principles*

have been revised, rewritten and consolidated in the Implementation Standards Management Framework (2018-
21).*This process is supported by a continuous improvement in UNOPS’ technology platforms, notably “oneUNOPS"*°

44 Annual Report of the Executive Director 2020: Annex 1 GRI Content Index 2019

45 Quarterly Business Review, 2020 Q2. Preliminary financial performance data as of 06 Jul 2020
46 https://www.unops.org/about/governance/mandate-and-reforms

47 Resolution adopted by the General Assembly on 20 December 2010

48 https://hbr.org/2019/05/the-executive-director-of-a-un-agency-on-running-it-like-a-business
49 https://www.unops.org/policies

50 The UNOPS Strategic Plan, 2018-2021
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UNOPS has updated its Executive Board on progress in implementing UNDS reform on several occasions and
participates at the working level in all Strategic Results Groups and most of the sub-task teams of the UN Sustainable
Development Group. For example, UNOPS - by way of its business model and expertise in human resources — is well
placed to engage and contribute effectively to the UN system-wide strategy on the future of work and the Future of
the United Nations Workforce (see Box 7 for engagement in UNDS reform).

The effects that COVID-19 has had on the organisation, and implications for both its internal and external context, is
addressed in Chapters 2 and 3.

1.3. PERFORMANCE JOURNEY

UNOPS has, in its 25-year lifetime, seen a large number of changes and been through financially and operationally
challenging times. The challenges came to a head around 2006 when significant reforms were introduced in response
to severe criticism from the UN Board of Auditors over a number of years and a financial crisis that had nearly depleted
reserve and jeopardised the foundations of the organisation. Reforms were introduced with the backing of Member
States, the HQ was moved from New York to Copenhagen and, in 2008, a Change Management Programme was
introduced. Very much in a private sector spirit, UNOPS initiated its excellence journey and by June 2011 were certified
in quality management (ISO9001) and in 2013 formally adopted the ‘EFQM*' Model’ for Excellence. Over the following
years UNOPS clarified its business profile, decentralisation gave regional directors more authority and independence,
and Global Management meetings helped build a corporate buy in of reforms and change.

This is the first time that UNOPS has been assessed by MOPAN, as such there are no previous MOPAN report findings
to benchmark this assessment against. However, other assessments, both internal and external, have been conducted
in recent years. Key issues raised by these are presented in Box 6.

51 EFQM (the European Foundation for Quality Management) - The EFQM Model is a globally recognised management framework that supports organisations in
managing change and improving performance.
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Box 6: Key issues raised in previous assessments

Key issues from the 2017 EFQM assessment

In 2017, UNOPS commissioned an external excellence assessment to take stock of its performance against the
internationally recognised model for organisational excellence it adopted in 2013. In the assessment, UNOPS
attained the ‘EFQM Recognised for Excellence 5-star Award’.

Areas for attention as UNOPS strives to achieve next level of excellence include:
Management of change and strategic improvements;

strengthening brand and positioning based on a shared understanding of new elements of the value
proposition, internally as well as externally;

ensuring human resources strategies are developed to foster leadership styles and attract competences
needed for the new ambitions of more strategic engagement and social impact investment; and

investing in knowledge management.

Issues from the Joint Inspection Unit of the United Nations System report 2018

A review conducted by the Joint Inspection Unit of the United Nations System (JIU) in 2018 Report then made
three formal, and a number of informal, recommendations to UNOPS. Two of the formal recommendations are
addressed to the Executive Board and relate to the Terms of Reference for the Audit Advisory Committee and to
contingency provisions under the UNOPS budget with a view to ensure adequate operational reserves. These
were also referred to at the 2020 UNOPS Executive Board meeting where the Board requested UNOPS to conduct
a detailed study of its operational reserve and the formula for calculating the mandatory minimum reserve level.
The other formal recommendation, addressed to the Executive Director, was to establish a full-time ethics officer
position at senior level and provide additional resources in the 2019/2020 management budget to ensure a more
proactive ethics function.

Issues from the Executive Board
At the May 2020 UNOPS Executive Board meeting three key issues were raised as follows:

“Recalls decision 2019/15, paragraph 8, on the implementation of the 1% levy and decides to stay seized of
the matter;

Requests that UNOPS conduct a detailed study of its operational reserve and the formula for calculating the
mandatory minimum reserve level;

Requests that UNOPS, pursuant to review by the Advisory Committee on Administrative and Budgetary
Questions, provide an oral update at the annual session 2021 and submit the outcome for consideration
by the Executive Board at the earliest opportunity and no later than the first regular session 2022, with the
ambition to present it at the second regular session 2021

Sources: Decisions adopted at the annual session 2020; JIU, Review of Management and Administration in UNOPS, 2018; EFQM Recognised

for Excellence Feedback Report, 2017
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Findings, conclusions
and outlook

2.1. ASSESSMENT SUMMARY

The United Nations Office for Project Services (UNOPS) is different from other UN agencies in many ways. Classified in
the United Nations (UN) system as an “other entity,” not only do UNOPS' governance and legal status set it apart from
programmatic UN bodies, but also its mandate, business and funding models are different, and result in certain trade-
offs that UNOPS has to make. Capturing and assessing this has necessitated several adjustments to the Multilateral
Organisations Performance Assessment Network (MOPAN) assessment framework, as elaborated in Section 4.

UNOPS is driven by its mandate and its business model, unique in the UN system. The combination of business model
and operating context provides a strong incentive to ensure operational and organisational effectiveness. At the
same time, the key characteristics of UNOPS result in a number of trade-offs and specific challenges highlighted in
this assessment. The key tenets and challenges of UNOPS' performance are summarised below.

For the 2020 assessments, specific consideration is throughout also given to the organisation’s response to the COVID-
19 pandemic, and its effect on UNOPS’ mandate, mission, operations and activities.

In summary, UNOPS has responded effectively to implications posed by the COVID-19 pandemic, which has placed a
renewed emphasis on prevention and resilience in the health care sector, worldwide. UNOPS has supported efforts in
over 70 countries around the world to mitigate impact since the onset, through delivery of human resource services,
emergency health procurement, rehabilitating hospitals/health centres and financing sustainable infrastructure®2.
This has ensured continued delivery of the core mandate through making UNOPS expertise as a service provider,
technical provider and implementer of projects available to partners and governments. UNOPS has demonstrated
operational flexibility through restructuring of operational activities as appropriate, setting up a Global Task Force
(GTF) to provide “first line, dedicated support to business units in the implementation of new and current projects
related to COVID-19 support to partners, in order to maximise the impact that UNOPS can provide.”>* UNOPS' business
and operating model, including the positioning of many national personnel at the country level, contributed to
operations not being as profoundly affected as they could have been. In many cases, UNOPS continued work on the
ground, whereas global travel restrictions would have jeopardised the contribution of international personnel.

Understanding demand and responding to needs

As a demand driven organisation, the foundation for UNOPS’ operations is to understand its operational context,
respond to demand for its services and solutions, and remain relevant by demonstrating its understanding of wider
global issues and identifying where, how and why it can or should respond, i.e., the business opportunities it has
to be aware of. At the same time, as a UN organisation, there is an obligation to meet demands in response to the
Sustainable Development Goals (SDGs), other global commitments, and to pressing global needs.

52 Report of the annual session 2020.
53 UNOPS Global Task Force on COVID-19, 2020.
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Box 7: Implementation of UNDS reform

As a demand driven, self-financed organisation with a non-programmatic implementation mandate, UNOPS does
not frame its activities and contributions to helping countries achieve the SDGs through country programmes.
UNOPS supports the United Nations Sustainable Development Cooperation Frameworks (UNSDCFs) via
implementation. UNOPS country representatives engage directly with other UN Country Team members for the
purpose of supporting the respective programmatic priorities and implement activities in areas of comparative
advantage.

UNOPS has made high level commitments to, and is participating actively in, the UNDS reform process. UNOPS
has updated its Executive Board on progress in implementing UNDS reform on several occasions and participates
at the working level in all Strategic Results Groups and most of the sub-task teams of the UN Sustainable
Development Group. Its implementation of the commitments under the reform are each at different stages of
maturity:

Resident coordinator (RC) system
UNOPS is committed to “adequate, predictable and sustainable funding of the resident coordinator system”4.
Reflecting this, UNOPS has:

paid the double cost-sharing for the RC system in full over the last biennium, and in a timely manner.>

established accountability of country directors to RCs and taken part in a pilot of mutual country-level
performance appraisals.>®

made RC nominations with, as of January 2020, one former staff member now serving as RC, one staff
member in the RC pool, and organisation-wide encouragement for staff to pursue RC roles.*’

Principles of mutual recognition

UNOPS was involved in the design of the mutual recognition statement and signed it. As “the central procurement
resource for the UN-system,”® UNOPS has policies and procedures related to procurement, administration, human
resources and logistics that enable “mutual recognition of another entity’s policies and procedures.”

There is documentary evidence of UNOPS applying mutual recognition principles in procurement, for example
supporting the procurement of USD 82 million worth of goods through ‘UN Web Buy Plus’ as part of shared
services provided across the United Nations and on behalf of governments. Work on behalf of UN partners in
procurement has increased by 34% since 2015 and by 70% in the area of human resources. These two service lines
comprise around 83 per cent of UNOPS' delivery to organisations in the UN system."s°

54
55
56
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2019 Survey of UN Agencies’ Headquarters (2019 QCPR survey), p8

Implementation of GA Resolution 72-279 Annual Session 2019, p7; Implementation of GA RES 72-279, Addendum to UNOPS Information Note
Midterm review of the UNOPS Strategic Plan, 2018-2021

Implementation of GA Resolution 72-279 Regular Session 2020, p2.

EFQM Recognised for Excellence Feedback Report, 2017.

Implementation of GA Resolution 72-279 Annual Session 2019, p3

Implementation of GA Resolution 72-279 Annual Session 2019, p5
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Box 7: Implementation of UNDS reform (continued)

1% co-ordination levy

After the introduction of the 1% co-ordination levy and the guidelines issued by the UN Secretariat, UNOPS
applied the guidelines to its engagements with its partners. UNOPS interpretation of the guidelines was that
given the nature of its mandate, its funding and its accounting principles the levy would not apply to most of its
services. Whilst this was confirmed by the UN Controller, UNOPS was still requested to apply the levy as per the
spirit of the decision in 2020 and thus UNOPS has taken steps to “ensure implementation of the co-ordination levy
will be managed in accordance with the operational guidance and its financial regulations and rules adopted by
Executive Board decision 2012/5.¢!

In December 2020, it was determined that UNOPS will apply the levy to all legal agreements, and that it would be
applicable to any new engagement that had not yet been recorded in oneUNOPS or that was in “Opportunity”
status as of 1 January 2021.%

Management and Accountability Framework (MAF)

UNOPS welcomes the MAF at a strategic level®* and has included “provisions that recognised the country
representative’s relationship vis-a-vis the UN Resident Coordinator under the new Management and Accountability
Framework®, such as mandatory results in the performance assessments of Country Directors relating to UNCTs,
in line with the MAF. However, no further guidance on implementing the framework was identified by or provided
to the assessment team.

Its non-programmatic but cross-cutting operational mandate offers UNOPS the flexibility to engage in a wide spectrum
of sectors and country contexts — UNOPS is not constrained by a programmatic mandate, nor by earmarked funding
as are many other UN organisations, but can respond to many different types of demand from an array of different
partners and seize different opportunities. It thus, has the possibility to engage where it has a strong comparative
and/or competitive advantage. These specific conditions and the wide scope for engagement also obliges UNOPS to
be particularly mindful of how it selects and prioritises projects and partners, to remain consistent with the Strategic
Plan and its UN mandate.

Within each engagement, the service delivery mandate also allows a wide scope of involvement for example in
project design, from providing limited input in the spirit of a contractor delivering what was agreed on the one hand,
to a more involved engagement as a partner, who would help improve a project design to ensure relevance and
sustainability. The extent of engagement is laid out in the project (legal) agreement.

In responding to continued or increasing demand for its services, UNOPS must proactively leverage its comparative
and collaborative advantage and protect its reputational assets through demonstrable delivery. As the assessment
shows, given its demand driven business model, UNOPS often brings different combinations of its comparative and
collaborative advantages depending on operating context. UNOPS undertakes detailed external analysis, including
competitive analysis as part of regional business planning risk assessments, and applies specific positioning principles
in responding to demand, to ensure it is positioned as a trusted and recognised partner with key donors to the regions.
Some of the overarching aspects of UNOPS’ comparative and collaborative advantage are summarised in Table 3, below.

61 Implementation of GA Resolution 72-279 Annual Session 2019, pp.3-4; Annual report IAIG - Audit Advisory Committee 2019, Pos. 60
62 Guidance Note on the 1% Levy and its inclusion in partner negotiations, 2020

63 Implementation of GA Resolution 72-279 Annual Session 2019: pp.1-6

64 2019 Survey of UN Agencies'Headquarters (2019 QCPR survey), p33.
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Table 3: Comparative and collaborative advantage of UNOPS

_ Comparative and collaborative advantage

UN status Allows UNOPS to promote and enact the UN Values and Behaviours into its working
with non-UN partners.

Mandate Non-programmatic, self-financing mandate seen as providing greater flexibility
than programmatically mandated UN agencies.

Operating model Lean operating model provides conditions for flexibility and adaptability and
responsiveness to market demand, partner need and operating conditions.

Technical knowledge in service lines  Strong technical knowledge and reputation for delivery based on experience and
expertise provide enhanced credibility. Service lines meet partner demand.

Implementation excellence Operating model geared to efficiency and project implementation built on the
internationally recognised European Foundation for Quality Management (EFQM)
performance management standards for business excellence, and organisational
architecture to ensure application and compliance.

Robust and informed risk Risk management systems, processes and tolerance allow UNOPS to work in very
management difficult operating countries/context including for example, conflict-affected
or fragile situations; situations where governance is challenging — or that are
experiencing, or have recently experienced — a significant humanitarian crisis.

Competitive fee structure and cost Lean operating and business model allows for cost advantage to be leveraged. Fee
recovery structure and cost recovery perceived as reasonably competitive by partners.

Note: Comparative advantage is understood as a specific advantage (technical expertise; cost efficiency; ability to work in contexts of interest)
over other agencies providing similar services, whilst collaborative partnership is related to mutual benefit from working together in partnerships
where UNOPS and its partners agree to contribute resources (such as finances, knowledge and people) to accomplish a mutual goal.

Driven by the Senior Leadership Team (SLT), UNOPS has recently extended its data analytics on comparative and
collaborative advantage, through a systematic and detailed examination by partner and in region to clearly distinguish
UNOPS' value add alongside identifying alternative providers in these regional operating environments.

Using a range of analytical tools, this comprehensive approach to key partnership analysis sets out partner strategic
priorities and characteristics; highlights UNOPS' differentiated approach though an assessment of alternative
providers, and where they exist; identifies UNOPS' unique added value and value proposition linked to partner
priorities, simultaneously identifies comparable project examples to identify learning and opportunities for replicable
practice. Noting its recent development, the intent for the Partnership Analysis, Differentiation, and Key Partner Strategy
information is to be actively maintained along UNOPS' other partner strategy tools and business intelligence reports.

With respect to what and how UNOPS delivers to respond to demand, UNOPS'results framework consists of three mutually
reinforcing contribution goals and four management goals. Its contribution goals express the overall value proposition
whilst the management goals are associated with UNOPS excellence agenda. For its contribution goals, UNOPS reports its
results in terms of outputs delivered and explains this by reference to its mandate: as a service provider, UNOPS delivers
its operational development results through partners who are ultimately accountable for outcomes and impact, whereas
UNOPS is accountable for the outputs that can be directly attributed to it. Whilst quantitative targets and metrics exist for
the management goals, there are no corresponding targets for the contribution goals.

Rooted in the understanding of the role of a service provider, UNOPS' results framework (Box 3, above) shows how
UNOPS contributes to partner outcomes through output (products and services) and how outcomes are country or
partner owned results. Given the demand driven business model and the service provider mandate, success internally
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is perceived more in terms of efficient and increasing delivery, rather than in terms of outcome and impact; a major
difference from other UN organisations.

This is also reflected in the results management practices. With a results framework where UNOPS is not accountable
for outcomes, UNOPS also does not conduct or commission independent evaluation of outcomes or impact. Indeed,
whilst UNOPS is data driven in terms of data analytics for demand and delivery of output, it has hitherto allocated
more limited corporate resources to assess, test, examine, report, and share lessons learnt.

In addition to better understanding demand, UNOPS needs to understand how and why it delivers effectively — what
works, what doesn’t, why, where, for who, and under what conditions. UNOPS has taken initial steps to improve its
systems and process for better managing knowledge and lessons learnt; IT upgrades and a Knowledge Management
Strategy introduced in 2018 are an indication of intent to significantly improve. UNOPS acknowledges that, “without
well-developed knowledge management systems, the incredible body of knowledge we collectively have, will only
remain in the minds of individuals. We are on a journey to change this."s

These evolving knowledge and data systems are timely initiatives, which can help show both the strong demand for
UNOPS services and a correlation with global challenges. The intent expressed in the Strategic Plan is to “provide a
differentiated account, increasing the transparency of the value [that UNOPS] contributes to different parts of the
overall value chain”. In communicating the value it adds, UNOPS will more clearly delineate between ‘indirect’ and
‘direct’ contributions made to expand partners’implementation capacity — between the ‘efficiency’ and ‘effectiveness’
it enables - the different ways, in various ‘results-chains, in which it advances achievement of objectives” The further
development of these quite complex results measurement systems would be critical to inform UNOPS efforts to
remain relevant and effective.

Remaining agile for operational excellence

UNOPS’ history is one of continuous change and adaptation, something that has resulted in a culture that values
and rewards innovative thinking and informed risk-taking. UNOPS' leadership, which was recently reorganised to be
leaner and more flexible, is structured to drive effective collaboration across units. The SLT has clear ambitions for the
organisation and has generated a shared vision among personnel and a sense of ownership of its reform programme.
The organisation’s receptiveness to reform and change provides a solid foundation for its ability to adjust to changing
circumstances and meet evolving demands. The responsive and adept reaction to the COVID-19 pandemic is a recent
example of this.

Innovation and change imply risk and carefully managing and mitigating that risk is essential for UNOPS. UNOPS has
a clearly articulated risk and quality framework (the Governance, Risk and Compliance framework) to support the
organisation in managing risks and is aware of the many different types of risks it is exposed to. At corporate level,
these include, for example, financial risk of not meeting net-revenue targets, reputational risk from taking on high-
operational-risk projects, and risks of not contributing to the goals of the strategic plan if pursuing an opportunistic
engagement approach rather than a strategic one. UNOPS describes the approach to accepting engagement risk
as “not risk averse, but risk aware” and refers to “managing through SMART risk response processes.” Evidence from
different sources shows that UNOPS does not shy away from undertaking relatively high risk projects and activities.
UNOPS also recognises different types of risk related to both project level and engagement level and operates based
on an engagement acceptance process where different types of risks of all major engagements are carefully assessed,
following a rigorous assessment framework.

65 UNOPS Knowledge Management Strategy, 2018, Foreword.
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UNOPS also has a strong internal control environment. This includes internal audit and investigation, ethics and
compliance, and an enterprise risk management framework. External audit, complying with international standards, are
mandatory and in addition UNOPS is regularly assessed by the Joint Inspection Unit of the United Nations System (JIU)
and the United Nations Board of Auditors (UNBOA) and has undergone additional EFQM assessments which is unique
in the UN system. Review of recent external audits confirm compliance with international standards across functions.
Audits include a Management response providing a clear action plan for addressing any gaps or weaknesses identified
by external audit and responses are closely monitored through monthly reporting in the Quarterly Business Review.

UNOPS’organisational structure is consistent with its non-programmatic mandate, and its project driven organisational
structure and self-financed business model allows for flexible footprints in the form of physical country presence
that respond to and evolve with the demand for its services. Whilst this presents advantages in terms of cost and
flexibility, the contingency on demand also to some extent presents a trade-off with continuity and ability to engage
systematically for example in the UN Country Teams (UNCTs), or to develop and engage with new partners unfamiliar
with UNOPS. UNOPS has to manage this trade-off, when making decisions on country presence and allocating scarce
management resources. Myanmar is one example where UNOPS plays a significant role in the UNCTs as a result of
its large and stable presence, and UNOPS is also active at senior levels in contributing to and driving elements of the
UNDS reform where it can bring its unique experience and expertise to bear.

UNOPS’ system of decentralised decision-making, clear target setting, and close performance monitoring is well
established, a result of the effectiveness agenda, and allows regular tracking and proactively identifying and
addressing any delays or problems.

Indeed, unique in the UN system, UNOPS has taken inspiration from the EFQM model of business excellence® and
this combined with the project driven organisational structure and decentralised decision-making has contributed to
UNOPS’ reputation for excellence in project implementation.

Ensuring the conditions of financial sustainability

Unlike many UN organisations with programmatic or normative activities, which are financed predominantly through
core and non-core contributions, UNOPS services are provided against coverage of the direct cost, plus a management
‘fee for service’ covering immediate and potential future indirect costs. The assessment finds UNOPS to have a solid
financial framework. The financial framework is reviewed regularly by the governing bodies, and a clear biennial
budgetary framework and rigorous budgetary process ensure that priority areas have adequate funding, and UNOPS
has a sufficient level of reserves. Ongoing discussions are underway regarding the sufficiency of levels of reserves,
given an intention to accept larger volume engagements (for example, a recent large-scale project in Mexico), with
corresponding increase in risks.

Many advantages of its business model notwithstanding, it also presents UNOPS with some trade-offs. Financially,
this relates to the funding structure: increasing revenue from fees may be needed to further invest in operational
excellence, but in the process may jeopardise UNOPS’ competitiveness, and hence its financial foundation. Part of
UNOPS’competitive advantageisits relative low cost, and there is a strong incentive for UNOPS to maintain competitive
costs and fees structures. Hence, to keep costs low UNOPS is very cost conscious when allocating corporate resources.
Activities aimed specifically at addressing for example cross-cutting issues or setting up comprehensive and
systematic Monitoring and Evaluation (M&E) systems that lay outside the boundaries of a project design, are funded
by the management budget and hence made in competition with funds for other corporate functions including
compliance, strategy and governance.

66 https://www.efqm.org/
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Box 8: Main strengths and areas of improvement identified in the MOPAN 2020 assessment

Main strengths
UNOPS is defined by a culture of innovation and a solutions-focused approach, providing a solid foundation
for further growth, consistent with its strategic direction.

Managing and mitigating risk is fundamental for UNOPS; to manage such risks UNOPS has built robust
enterprise risk management and internal control frameworks, aligned to an overarching governance, risk,
and compliance framework.

UNOPS is not constrained by a programmatic mandate, nor by earmarked funding, it thus has the possibility
to engage where it has strong comparative or collaborative advantage.

The demand driven organisational structure and operating model gives UNOPS agility, flexibility,
and responsiveness; UNOPS is able to rapidly resize and reorient organisational structures including
its geographical footprint. This was evident for example in the efforts and initiatives that UNOPS has
undertaken in response to the COVID-19 pandemic.

Decentralised decision-making and the application of systematic management practices and recognised
international standards have contributed to UNOPS' reputation for excellence in project implementation.
This is an area of permanent focus and one of the pillars for its growth ambitions, together with the
continuous adaptation of the type and scope of services provided.

Challenges and areas of trade off
Its self-financed, non-programmatic, cross-cutting operational mandate provides a large degree of flexibility
but also implies a dependence on generating business in a way no other UN organisation has. This can
be a challenge and carries several risks (for example financial risk of not meeting net-revenue targets, or
operational risk from certain types of projects). Its wide scope for engagement also obliges UNOPS to be
critically conscious of how it selects and prioritises projects and partners, to remain consistent with its
Strategic Plan and its UN mandate and commitments.
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Box 8: Main strengths and areas of improvement identified in the MOPAN 2020 assessment
(continued)

The lean and flexible structure, with physical country presence contingent on demand for its services, is
one of UNOPS' strengths. However, it also presents some degree of trade-off with continuity and ability to
engage systematically, for example, in UNCTs, or to develop and engage in new partnerships.

Areas for improvement
A fundamental aspect of business excellence (the EFQM model) is continuous learning and improvement,
and the integration of feedback loops and sharing of lessons learnt is a welcome area where UNOPS has
announced its intention to intensify efforts.

Development results in UNOPS are formally reported in output terms. UNOPS has announced an intention
to better track “direct and indirect contributions’, and a better consistency in the usage of definitions
between UNOPS results terminology and that applied by peers and partners would help clarify the nature
and scope of these contributions.

Given its commitment to UN values and global commitments such as SDGs, reporting on and integrating
concerns related to gender mainstreaming, environment, and human rights is emerging as an area for
improvement.

Whilst UNOPS knowledge management system is maturing and improving, two issues are signalled

for further consideration: i) the balance between attention to systems for sharing of lessons from
implementation versus systems for data analytics by demand, especially given the ambition to evolve

the service lines and solutions offered which need to be informed by lessons learnt, and ii) introducing a
certain degree of post project assessment work on the contribution of the outputs to the partner’s broader
objectives would strengthen the credibility of the self-reported results and by implication the accountability
to stakeholders.
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2.2. UNOPS’S PERFORMANCE RATING SUMMARY

Performance conclusions consider four key attributes of an effective organisation: (i) whether it understands future
needs and demands; (ii) whether it is organised and makes use of its assets and comparative advantages, including
operating in coherent partnerships; (iii) whether it has mandate-oriented systems, planning and operations; and (iv)
whether it adapts / makes consistent improvements according to its resource level and operational context.

For the 2020 assessments, further consideration is throughout also given to the organisation’s response to the COVID-
19 pandemic, and its universal and transformational effect on UNOPS’ mandate, mission, operations and activities.
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HIGHLIGHTS BY PERFORMANCE AREA
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cutting issues at all levels

UNOPS’ non-programmatic and demand driven business model makes it a highly agile organisation. Its organisational
architecture has been flexibly aligned to support the ambitions of the Strategic Plan. Its financial model and framework,
unique in the UNDS system, is strong, and interviews with UNOPS personnel and management demonstrated a clear
focus on the principles of financial sustainability and health, with many citing the historic financial situation of UNOPS as
a driver for continued vigilance. Among partners, different evidence points to mixed understanding of the pricing policy.

UNOPS is guided by two sets of goals: contribution goals and management goals centred on generating value for
UNOPS partners both as an end in itself and a means for further business development. UNOPS must demonstrate

value for money and be transparent in its cost structure to remain relevant and competitive.

The project-based nature of work and the demand driven business model to some extent determines how and where
UNOPS can make contributions to SDGs and other global commitments. Given this limitation, whilst cross-cutting
issues, in particular gender, are reflected and integrated within UNOPS systems, there remains room for improvement
in ensuring that all cross-cutting issues are adequately and consistently addressed. Partner survey results from 2021
for example show a larger share of respondents agreeing that “"UNOPS promotes gender equality” than that “"UNOPS is
a trusted partner in climate resilient infrastructure”. Survey results do, however, also show a lack of familiarity amongst

partners with UNOPS work in these areas, in particular with respect to climate resilient infrastructure.
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Operational Management

KPI 3
Operating model 3.1 Resources aligned to functions
and resources
support, relevance
and agility